Greening the workforce to achieve environmental performance in hotel industry: A serial mediation model by Umrani, Waheed Ali et al.
Contents lists available at ScienceDirect
Journal of Hospitality and Tourism Management
journal homepage: www.elsevier.com/locate/jhtm
Greening the workforce to achieve environmental performance in hotel
industry: A serial mediation model
Waheed Ali Umrania,∗, Nisar Ahmed Channaa, Amna Yousafb, Umair Ahmedc,
Munwar Hussain Pahid, Thurasamy Ramayahe
a Sukkur IBA University, Sindh, Pakistan
b Swinburne Business School, Swinburne University of Technology, John Street, Hawthorn, 3122, Australia
cArab Open University, Bahrain
dUniversiti Utara Malaysia, Malaysia
e School of Management, Universiti Sains Malaysia, Minden, 11800, Penang, Malaysia






Organizational citizenship behavior towards
the environment
A B S T R A C T
Recent literature in the domain of environmental management suggests that employees' behavior is vital to
enhance environmental outcomes. Despite this fact, a negligible effort has been made to study how HRM is
linked with the environmental performance of the organization. The purpose of the current study is to in-
vestigate the interrelationship between organizations' Green HRM and environmental performance through the
mediation of environmental concerns and environmental responsibility. To conduct this study, a sample com-
prised of 300 white-collar employees of various hotel chains operating in Pakistan was selected. The data were
collected using a multi-time approach and were analyzed through partial least structural equation modeling
(PLS-SEM) technique. The findings suggest that Green HRM positively contributes to the environmental per-
formance of the organization. Mediating roles of environmental concerns and environmental responsibility were
also found statistically significant. Furthermore, the results also revealed that the relationship between Green
HRM and environmental performance would be stronger when employees become more concerned about the
environment. This research contributes to the body of knowledge in testing the theory of organizational citi-
zenship behavior towards environmental wellbeing by providing empirical evidence on hypothesized relation-
ships. Using Organizational citizenship behavior towards the environment theory the present study is an attempt
unveil what is unknown on the Green HRM and environmental performance relationship.
1. Introduction
Over the last few decades, the preservation of the environment has
remained an important issue worldwide (Kim, Kim, Choi, &
Phetvaroon, 2019). Conclusively, various pressures from shareholders
and stakeholders have forced organizations to adapt and promote en-
vironmentally responsible behaviors (Paillé, Boiral, & Chen, 2013).
Environmental performance of an organization reflects the degree of
commitment to protecting the natural environment. A set of indicators
like pollution prevention, low environmental releases, recycling activ-
ities and waste minimization evaluate the environmental performance
of an organization (Lober, 1996). In recent times, almost every industry
has implemented environmental protection practices and have in-
dicated improved corporate performance through effective handling of
waste and responsive disposal of hazardous materials (Melnyk, Sroufe,
& Calantone, 2003). Typically, this is because of the global awake
forcing organizations to be environmentally responsible (Post, Rahman,
& McQuillen, 2015). In line with this, the hotel industry can also be
seen taking sizeable ‘green’ efforts including conservation of water &
energy, reduction of waste, and educating employees and customers on
these prospects (Bohdanowicz, Zientara, & Novotna, 2011; Rahman,
Reynolds, & Svaren, 2012). Similarly, a large number of studies in the
context of greening the hospitality and tourism industry have been
conducted in the past (Aragon-Correa, Martin-Tapia, & Torre-Ruiz,
2015; Hsiao & Chuang, 2016; Jones, Hillier, & Comfort, 2016; Kim &
Choi, 2013; Mittal & Dhar, 2016; Novacka, Pícha, Navratil, Topaloglu,
& Švec, 2019; Robin, Pedroche, & Astorga, 2017; Gurlek & Tuna, 2018;
Siyambalapitiya, Zhang, & Liu, 2018; Zientara & Zamojska, 2018).
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Additionally, Yong, Yusliza, and Fawehinmi (2019) in their review-
based study stated that scholars started paying attention towards
greening at workplace from 2007 and onwards. Prior studies have
shown that through establishing operational goals, policies and eco-
friendly programs, major hotel chains managed to efficiently reduce
their water and energy consumption during the time period of
2009–2014. Accordingly, these initiatives also encourage enterprises
from other sectors to promote a culture that stimulates a sense of en-
vironmental conservation (Gilal, Ashraf, Gilal, Gilal, & Channa,
2019).
Notably, when we take a glimpse of scholarly work for further
comprehension and to draw implications for management on the topic,
we realize that out of the two major aspects of environmental man-
agement prospects in the hotel industry i-e consumer and employee;
major of the empirical attention has been paid towards consumers. For
instance, a study conducted by Manaktola and Jauhari (2007) identi-
fied consumer behaviors and attitudes that concern the hotel's en-
vironment-friendly practices. Likewise, Kang, Stein, Heo, and Lee
(2012) reported that hotel consumers in the USA are highly concerned
about the environment and willing to pay a premium price for green
hotels. The other aspect of environmental management pertaining to
the hotel industry is employees whose attitude, behavior and awareness
is crucial to consider (Bohdanowicz, 2005; Harris & Crane, 2002).
Surprisingly, although employees' behavior is key to enhance environ-
mental outcomes, little empirical effort has been put to study how
personnel prospects could be vital in this regard (Fernández, Junquera,
& Ordiz, 2003; Paillé, Chen, Boiral, & Jin, 2014). It has suggested by
Tang, Walsh, Lerner, Fitza, and Li (2018), HRM could potentially fa-
cilitate the formation and implementation of environmental manage-
ment. The same view has also been supported by other studies
(Renwick, Jabbour, Muller-Camen, Redman, & Wilkinson, 2016;
Sainaghi, Baggio, Phillips, & Mauri, 2018). The successful im-
plementation and configuration of environmental management can be
achieved by aligning HRM practices with environmental objectives
(Jabbour & Santos, 2008). The present study aims to fill this void by
linking HRM with the environmental performance of the hotel industry.
Literature suggests that green human resource management (GHRM)
represents the environmental management aspects of HRM by focusing
on the role of HRM in preventing pollution through an organization's
operational processes (Renwick, Redman, & Maguire, 2013).
There is a large array of research that points toward the importance
of HRM in hospitality management (Baum, 2019; Pham, Tuckova &
Jabbour, 2019); HRM and environmental performance (Renwick et al.,
2016; Sainaghi et al., 2018); and more recently, role of GREEN HRM in
promoting and enhancing environmental performance (Hameed, Khan,
Islam, Sheikh, & Naeem, 2020; Mousa & Othman, 2020; Yong et al.,
2019) particularly, in the hospitality sector (Gohar, Rady, & Zaki, 2019;
Kim et al., 2019; Luu, 2018; Pham et al., 2019; Shafaei, Nejati, & Yusoff,
2020; Siyambalapitiya et al., 2018; Tulsi & JI, 2020; Yusoff, Nejati, Kee,
& Amran, 2018). Therefore, GHRM is key to environmental manage-
ment because HRM has a crucial role in achieving environmental goals
of the organization (Bohdanowicz et al., 2011; Kim et al., 2019; Paillé
et al., 2014; Pham et al., 2019).
The environment-friendly behavior or eco-friendly behavior of
employees determines the success of the organization's environmental
management. This is since employees' behavior improves the environ-
mental performance of the organization in aggregate (Daily, Bishop, &
Govindarajulu, 2009; Lo, Peters, & Kok, 2012). Thus, to achieve desired
environmental performance outcomes, an organization need to under-
stand how employees' eco-friendly behavior is influenced by GHRM,
which later influences its environmental performance (Kim et al.,
2019). The theory of organizational citizenship behavior towards the
environment (OCBE) provides a solid theoretical basis to understand
how GHRM influences employees' eco-friendly behavior and impacts an
organization's environmental performance. OCBE illustrates employees'
willingness to perform actions and behaviors that are beyond their job
description and benefits the environment (Luu, 2019). Accordingly,
OCBE promotes green values and provokes green behaviors among
employees that eventually lead the organization towards the achieve-
ment of its environmental performance goals. Markedly, GHRM prac-
tices enable employees to understand the importance of environmental
management and provoke pro-environmental behaviors and concerns,
which make them more concerned about the environment. OCBE pro-
duces extra-role work behaviors that make individuals inclined towards
green work practices and eventually make them concerned about the
environment. If employees become concerned about the environment,
they will likely attach themselves with the implementation of their
organization's environmental management initiatives (Kim et al.,
2019). Once employees become concerned about the environment, they
are likely to become environmentally responsible and contribute to the
environmental performance of the organization. However, previous
studies have rarely considered environmental responsibility as an out-
come of any environmental concern. In addition to this, very few stu-
dies have examined the link between employees' environmental re-
sponsibility and environmental performance of an organization.
Conclusively, dearth of scholarly attention can be found on how GHRM
can likely stimulate employees' environmental concerns and environ-
mental responsibility to enable organizations to improve their en-
vironmental performance. This study mainly contributes by facilitating
a better understanding of how the implementation of GHRM practices
enhances the environmental performance of an organization through
environmental concerns and environmental responsibility.
Notably, in connection to hospitality industry, Renwick et al. (2016)
has suggested additional research on GHRM and environmental per-
formance link, context and individual behaviors. Similarly, study by
TULSI and Yunho (2020) suggested that it necessary for the sustainable
development of hospitality and tourism sector to capitalize over the
opportunity (for having lack of research) by examining the essential
role of GRHM and corporate environmental responsibility (CER). Ac-
cordingly, recent studies also indicate towards increasing trend in the
hospitality industry to examine environmental performance in relation
to varying constructs. For example, Asadi et al. (2020) examined role of
green innovation over sustainable performance in the hotel sector of
Malaysia. Forwarding that more empirical research is sought to find out
what other factors will necessarily affect sustainable performance. Si-
milarly, another study, using a qualitative-exploratory design on hotels
in Mexico (Gutiérrez-Martínez & Duhamel, 2019), recommended that
sustainable competitive advantage could be established through various
factors such as human resource management etc. Thus, the current
study aims at responding to those recent research calls by examining
GHRM and environmental performance link through mediated and
moderated mechanism.
Additionally, in the tourism and hospitality context García-Lillo,
Claver-Cortés, Ubeda-Garcia, Marco-Lajara, and Zaragoza-Sáez (2018)
drawing upon the past studies (Paillé et al., 2014; Renwick et al., 2013;
Martinez-del-Rio et al., 2012; and Jackson & Seo, 2010) recommended
a further investigation of the impact of HRM over sustainably. Equally,
similar kind of recommendation has also been forwarded by Sainaghi
et al. (2018). Hence, the present study aims to respond to these calls
through investigating a more comprehensive framework of HRM in the
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hospitality and tourism context.
Accordingly, we assume that in order to examine sustainability the
green aspect of work becomes essential to consider (Kim et al., 2019;
Pham et al., 2019). Resultantly, the current study examined GHRM and
environmental performance link. Equally, Yusoff et al. (2018) tested
GHRM and environmental performance in the hotel sector and sug-
gested green recruitment, green training and green compensation were
directly associated with environmental performance. However, green
performance appraisal did not underline empirical support. The study
also indicated the use of cross-sectional data as one of the limitations.
Hence, a more robust array of data would enable decision makers to be
certain about these relationships. Lastly, Aragon-Correa, Martin-Tapia,
and de la Torre-Ruiz (2015) stated that a majority of past research on
sustainability in the hospitality and tourism domain has focused on the
developed world (citing Vidal-Salazar et al., 2012; Alonso-Almeida &
Rodríguez-Antón, 2011; Sharma, 2009; Schwartz et al., 2008), and
therefore, indicated towards the need for empirical attention across the
developing world. Handful of studies in this perspective could be
tracked focusing on the role of environment management in hospitality
and tourism sector (Wang, 2014; Mansah & Blankson, 2013; Chan &
Hawkins, 2012; Kasim & Ismail, 2012; Chan, 2008; Le et al., 2006; Deng
& Burnett, 2002). Resultantly, this contextual gap encouraged the au-
thors of the current study to investigate in the context of
Pakistan.
In a way, the purpose of current study is to investigate the inter-
relationship between organizations' GHRM and environmental perfor-
mance through environmental concerns and environmental responsi-
bility. The objectives of the present study are fivefold: 1- to investigate
the relationship between GHRM and environmental performance; 2- to
examine the mediating effect of environmental concerns in the re-
lationship between GHRM and environmental performance; 3- to in-
spect the mediating effect of environmental responsibility in relation-
ship between GHRM and environmental performance; 4- to consider the
serial mediating effect of environmental concerns and environmental
responsibility in relationship between GHRM and environmental per-
formance; 5- to study the moderating effects of environmental concerns
in the relationship between GHRM and environmental
performance.
This paper discusses theoretical background and hypotheses in the
next topic followed by detailed description of the research methodology
and presentation of the results. Lastly, the paper provides theoretical
and practical implications as well as limitations and future research
direction (see Fig. 1).
2. Theoretical background and hypothesis development
2.1. Underpinning theory
In literature, employees' eco-friendly behavior is considered as the
key to achieving environmental performance. Therefore, it is critical to
understand how HRM practices affect employees' eco-friendly behavior
to achieve ecological sustainability (Kim et al., 2019). The theory of
OCBE is widely applied to understand employees' psychological pro-
cesses of an organization's green efforts (Gilal et al., 2019). OCBE can
be defined as employees' voluntary actions “that are directed towards
environmental improvement” (Daily et al., 2009, p. 246). Whilst
broadening the concept of OCBE, Boiral and Paillé (2012) suggested
that “OCBEs is voluntary and may not be explicitly recognized by the
formal reward system and contribute to more effective environmental
management by the organization” (p. 431). OCBE illustrates employees'
willingness to perform actions and behaviors that are beyond their job
description and focused on benefiting the environment (Luu, 2019).
Research conducted by Lamm, Tosti-Kharas, and Williams (2013) sug-
gests that by reducing the consumption of personal and organizational
resources, OCBE eventually contributes to environmental sustainability.
Individuals who get engage in sustainability behaviors perform tasks
like taking action against industrial waste, showing willingness to ac-
cept and adapt climate change strategies, and recycling household
waste (Nilsson, von Borgstede, & Biel, 2004; Story & Forsyth, 2008;
Tonglet, Phillips, & Read, 2004). Likewise, individuals perform pro-
environmental behaviors and recycle cans and papers, conserve energy
and follow procedures to dispose industrial waste (Davis et al., 2008;
Lamm et al., 2013). In a similar vein, pro-environmental behavior
provokes concerns regarding the natural environment among em-
ployees and motivates them to engage in environment-friendly beha-
viors (Gilal et al., 2019; Pham et al., 2019) and eventually make them
an environmentally responsible corporate citizen. Thus, when em-
ployees become environmentally responsible corporate citizens, it is
more likely that they will contribute to the environmental performance
of the organization.
Sustainable Tourism:
2.2. Green HRM and environmental performance
HRM practices impact organizational performance in a way that
these practices enhance efficiency, value creation and cost control (Kim
et al., 2019). A significant positive link between HR system of an or-
ganization and its performance is suggested in the literature (Becker &
Gerhart, 1996; Pinzone, Guerci, Lettieri, & Huisingh, 2019;
Podgorodnichenko, Edgar, & McAndrew, 2019). It is further evident
from the literature that HRM functions like compensation and selection
are positively linked with corporate performance (Kim et al., 2019). A
considerable amount of academic literature has suggested an associa-
tion between HRM practices of an organization and its performance.
For instance, Gilal et al. (2019) in the context of higher educational
institutes reported that green HRM practices of higher educational in-
stitutes positively contribute to enhancing environmental performance.
Similarly, Pham et al. (2019) suggested that HRM practices like green
training, green performance management, and green employee in-
volvement enhance employees' willingness to participate in green in-
itiatives of the organization. It is further evident from the literature that
OCBE has a positive influence on environmental performance in a way
Fig. 1. Research model.
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that employees’ pro-environmental behaviors like waste reduction help
an organization to achieve its environmental goals and improve en-
vironmental sustainability (Gilal et al., 2019; Pham et al., 2019; Pham,
Thanh, Tučková, & Thuy, 2020; Luu et al., 2019).
Pertaining to hotel industry, Shafaei et al. (2020) investigated
GRHM at both individual and organizational level with a sample of
Malaysian hotels and reported GRHM's link with environmental per-
formance outcomes at both levels. Additionally, scholars have also very
recently examined the role of GHRM over perceived financial sustain-
ability in the hospiotality and tourism context (Harb & Ahmed, 2019).
Consonant to this, studies (Kim et al., 2019; Pham et al., 2019) also
recorded statistical link between GHRM and environmental perfor-
mance. These studies underlined need for future studies with a better
research design. Hence, the present study propose to study GHRM and
environmental performance link in the hotel industry by collecting data
using a longitudinal design. Thus, we expect a positive relationship
between GHRM and hotel environmental performance and propose the
following hypothesis:
H1. There is a positive relationship between GHRM and environmental
performance.
2.3. Mediation of environment concerns
Environmental concern is a construct that is multi-dimensional and
consists of ecologically responsible actions, environmental attitudes
and values (Diekmann & Franzen, 2019). In academic research, en-
vironmental concern is considered as an individual's knowledge and
awareness level regarding harmful and undesirable consequences of an
activity that is not eco-friendly and highly valued by an individual
(Armstrong & Stedman, 2019; Han & Hwang, 2015). Similarly, Saeed
et al. (2019), in the context of manufacturing sector reported that
GHRM boosts green behaviors among employees which makes them
responsible for the environment and develops pro-environmental be-
haviors and attitudes in work and personal life. Likewise, Cincera and
Kraihanzi (2013) in an educational context reported that GHRM en-
ables organizations to promote green behaviors by engaging employees
in green activities. It is further evident from the literature that jobs
designed in a way that motivates employees to learn about environ-
mental issues and to provide training to educate them about environ-
mental management systems will increase their concerns and motiva-
tion to engage in pro-environmental behaviors (Tseng, Tan, & Siriban-
Manalang, 2013). Similarly, it is evident from the literature that OCBE
enhances extra-role work behaviors among individuals that make them
leaner towards green work behaviors and eventually make them con-
cerned about the environment and their surroundings that eventually
evoke their environmental responsibility. In light of the scholarly ar-
guments discussed above, we believe that GHRM enhances environ-
mental concerns among employees which further motivates them to
strive for better environmental performance in the organization.
Therefore we propose:
H2. Environmental concerns mediate the relationship between GHRM
and environmental performance.
2.4. Mediation of environmental responsibility
Environmental researchers have regarded environmental
responsibility as a moral issue that principally caters to what is right
and what is wrong and the element of liability (Aarnio-Linnanvuori,
2019). Environmental responsibilities are considered as individual du-
ties that people feel themselves being guilty of if they are not fulfilled
(Middlemiss, 2010). Aarnio-Linnanvuori (2019) suggests that environ-
mental responsibility can be backward-looking where it is believed that
any harmful actions against the environment are caused by individual
or institution, even if the individual or institution is not aware of the
consequences of those actions. Contrary to that, Fahlquist (2009) sug-
gests that environmental responsibility can also be forward-looking,
where the subject of focus is the future. Therein, literature shows that
GHRM practices enable employees to learn about environmental man-
agement systems, environment protection skills and pay attention to
environmental issues (Batista da Silva, Costa, & Kniess, 2019; Saeed
et al., 2019). GHRM facilitates employees to understand the importance
of environmental protection and eventually make them sensitive to
environmental control (Batista da Silva et al., 2019; Kjaerheim, 2005).
Poduska, Forbes, and Bober (1992) suggest environmental responsi-
bility and environmental performance are positively associated with
each other. They found that organizations that are social and en-
vironmentally responsible make conscious efforts to reduce the level of
pollution emissions by using the latest technology and innovations.
Support to this can also be found by other studies such as Reilly (1992),
who tested the impact of pollution reduction activities in the mining
and manufacturing sectors. Likewise, Stanwick and Stanwick (1998)
proposed that responsible organizations feel obligated to implement
actions that will reduce their industrial waste and pollution and these
actions will eventually benefit society.
It is further believed that OCBE provokes pro-environmental work
behaviors at the workplace that make employees environmentally re-
sponsible and eventually contribute to the environmental performance
of the organization. It is further argued by Pinzone et al. (2019) that
OCBE increases the cognition and awareness of environmental man-
agement and green values of the organization. In light of above-cited
literature, we believe that GHRM provokes environmental responsi-
bility among employees which motivates them to put efforts to enhance
the environmental performance of the organization. Therefore we
propose:
H3. Environmental responsibility mediates the relationship GHRM and
environmental performance.
2.5. Serial mediation of environmental concerns and environmental
responsibility
Gilal et al. (2019) in the context of higher education reported that
GHRM practices promote green behavior at the workplace which sig-
nificantly contributes to the environmental performance of the orga-
nization. Research further shows that designing jobs in a way to mo-
tivate employees to learn about environmental issues, providing them
training to learn about environmental management systems will in-
crease their concern and motivation to engage in pro-environmental
behaviors (Tseng et al., 2013). Similarly, Saeed et al. (2019) in the
context of manufacturing sector reported that GHRM provokes green
behaviors among employees making them responsible for the en-
vironment and develop pro-environmental behaviors and attitudes in
work and personal life. Research conducted by Said et al. (2003) in the
educational context suggests that prior knowledge of individuals to-
wards the environment affects their environmental responsibility. It
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shows that an individual's prior knowledge and awareness regarding
the harmful consequences of activity towards the environment affects
his/her environmental responsibility. In light of above cited literature,
we believe that GHRM provokes environmental concerns among em-
ployees which eventually makes the environmentally responsible and
motivates them to put efforts to enhance environmental performance of
the organization. Therefore, we propose:
H4. Environmental concerns and environmental responsibility
sequentially mediate the relationship between GHRM and
environmental performance.
2.6. Moderating effect of environmental concerns
Employees having a positive perception regarding the social re-
sponsibility of their organization depict a high level of commitment
with their organization (Turker, 2009). Similarly Yen, Chen, and Teng
(2013) argued that employees with positive perceptions of environ-
mental management activities are likely to exhibit a high level of or-
ganizational commitment. In literature, environmental concern is re-
garded as a requisite of pro-environmental behavior (Han, Yu, & Kim,
2019). It is inferred from the literature that various HR practices have
an impact on the environmental performance of the organization (Kim
et al., 2019). We believe that this impact becomes more relevant when
employees become more concerned with the environment. It is evident
from research that individuals' deep concern regarding environmental
problems and how to deal with these problems results in en-
vironmentally responsible behavior (Han et al., 2019), which helps
organizations to achieve environmental performance. Hence, we be-
lieve that the relationship between GHRM and environmental respon-
sibility will be stronger when employees have concerns for the en-
vironment. Therefore, we propose:
H5. Environmental concerns moderate the relationship between GHRM
practices and environmental performance.
3. Methodology
3.1. Participants and procedure
Due to the inclusion of mediation links in our theoretical model, a
multi-wave design was employed where cause and effects were tem-
porally separated for at least 4 months. The independent variable of the
current study was tapped at time-1, mediator 1 at time-2, mediator 2 at
time-3, and dependent variable at time-4. The data for each variable
was collected at a time gap of at least 4 months. The data were collected
from employees of 10 hotel chains operating in four metropolitan cities
(i.e. Islamabad, Rawalpindi, Karachi, and Lahore) of Pakistan. Out of
these 10 hotel chains, four were international and six were local. The
data collection procedure was personally administered by the authors
of the study. A cover letter explaining the purpose of the study and
assuring the confidentiality of collected data was attached to each
questionnaire. It was fully assured to participants that their personal
information is being only collected for identification to match their
responses at four intervals and that all information related to identifi-
cation will be kept separate from the rest of the data. In order to do so, a
unique identification code was assigned to each questionnaire and the
latter was tagged to the personal information of the respondent. Green
HRM was measured at time-1, environmental concerns at time-2, si-
milarly environmental responsibility at time-3, and finally environ-
mental performance was tapped at time-4.
Initially, at time-1 a total of 600 questionnaires were distributed out
of which, 563 were useable, generating a response rate of 93%. After a
time interval of four months, communication was established with
time-1 respondents and requested them to complete the second ques-
tionnaire. At time-2, we received back 497 questionnaires, generating a
response rate of 88%. After four months, the same respondents were
contacted again to complete the third questionnaire. At this stage we
received back 380 questionnaires, resulting in a response rate of 76%.
Again after four months, respondents were approached to complete the
last questionnaire. At this time, we received back 300 completed
questionnaires generating a response rate of 78% at this stage and an
overall response rate of 50% for all four time periods.
We attempted to include only white-color employees (those who are
involved in pen and paper work) as our respondents. Participants in-
volved in this study belonged to different occupational levels ranging
from the frontline, entry-level management, middle management, and
top management. Majority of them were male (183: 61%). Most of them
belonged to 4-star hotels (104: 34.66%), followed by 3 (76: 25.33%),








25 to 35 51 17.00
35 to 45 124 41.33
45 to 55 96 32.00








Associate Degree 108 36.00
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Less than 2 years 44 14.66
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1 star 30 10.00
2 star 43 14.33
3 star 76 25.33
4 star 104 34.66
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range of functional areas including human resources (47: 15%), op-
erations (38: 12%), accounting and finance (60: 20%),
marketing and sales (117: 39%), and others (47: 15%). Similarly, par-
ticipants had a diverse educational background with (148: 49.33%)
holding a bachelor's degree, (41: 13.66%) had a master's degree, (3:
1%) had MS/M.Phil. degree and (108: 36%) had an associate university




GHRM was measured by adapting 6 scale items ranging from
1 = “strongly disagree,” to 5 = “strongly agree” used by Kim et al.
(2019). The sample scale items were: “My hotel provides adequate
training to promote environmental management as a core organizational
value;” “My hotel considers how well an employee is doing at being eco-
friendly as part of their performance appraisals;” “My hotel relates em-
ployee's eco-friendly behavior to rewards and compensation;” “My hotel
considers personal identity-environmental management fit in recruitment
and selection;” “Employees fully understand the extent of corporate en-
vironmental policy;” “My hotel encourages employees to provide suggestions
on environmental improvement."
3.2.2. Environmental performance
Environmental performance was measured d by adapting 7 scale
items ranging from 1 = “strongly disagree,” to 5 = “strongly agree” used
by Kim et al. (2019). The sample items were: “Environmental manage-
ment within our organization has reduced wastes;” “Environmental man-
agement within our organization has conserved water usage;” “Environ-
mental management within our organization has conserved energy usage;”
“Environmental management within our organization has reduced purchases
of non-renewable materials, chemicals, and components.”
3.2.3. Environmental concerns
Environmental concern was measured by adapting 5 scale items
ranging from 1 = “strongly disagree,” to 5 = “strongly agree” from Malik
et al. (2019). The sample scale items were: “I am extremely worried about
the state of the world's environment and what it will mean for my future;”
“Mankind is severely abusing the environment; ” “When humans in-
terfere with nature, it often produces disastrous consequences; ” “The
balance of nature is very delicate and gets easily upset; ” “Humans must
live in harmony with nature to survive.”
3.2.4. Environmental responsibility
Environmental responsibility was measured by adapting 6 scale
items ranging from 1 = “strongly disagree,” to 5 = “strongly agree” from
Turker (2009). The sample scale items were: “My actions impact the
health of the environment;” “I have the power to help protect the environ-
ment;” “I can make a change in my community;” “Learning about how to
protect the environment;” “Working to make my community a better place;”
“I (will) work as a volunteer in my community.”
4. Results
The current study employed PLS-SEM for the data analysis using
SmartPLS software (Ringle, Wende, & Becker, 2015). From the onset we
have argued that the focus of this paper was to predict, therefore, we
feel PLS is still more suitable for the analysis and this is affirmed by
Hair, Howard, and Nitzl (2020) who concluded that CCA should always
be considered as a technique when the focus of research is prediction.
Further to that, they also reiterated that “PLS-SEM primarily focuses on
the interplay between prediction and theory testing and results should be
validated accordingly (Shmueli, Ray, Velasquez Estrada, & Chatla,
2016).” In this context, scholars have recently proposed new evaluation
procedures that are designed specifically for PLS-SEM's prediction-
oriented nature (Shmueli et al., 2016). This has also been suggested in
the hospitality and tourism sector research (Ali, Rasoolimanesh,
Sarstedt, Ringle, & Ryu, 2018; Hair, Risher, Sarstedt, & Ringle, 2019;
Henseler, Müller, & Schuberth, 2018, pp. 17–33; Usakli & Kucukergin,
2018).
Following the guidelines from PLS-SEM literature, we adopted a
two-step approach to analyze results (Anderson & Gerbing, 1988;
Henseler, Ringle, & Sinkovics, 2009; Siyal, Donghong, Umrani, Siyal, &
Bhand, 2019; Wah et al., 2012). In the first step of PLS-SEM technique,
we examined the measurement to asses inter-item reliability, con-
vergent validity and internal consistency reliability. In the second step,
we examined the structural model to test hypotheses and predictive
capability assessment (Henseler et al., 2009).
4.1. Measurement model
First, inter-item reliability was ascertained through the evaluation
of factor loadings by maintaining a threshold of 0.70 (Hair, Hult,
Ringle, & Sarstedt, 2016). Second, convergent validity examined
through analysis of average variance extracted (AVE), and a required
threshold of 0.50 was maintained (Bagozzi, Yi, & Phillips, 1991; Chin,
1998; Fornell & Larcker, 1981; Gefen, Straub, & Boudreau, 2000).
Third, internal consistency reliability was assessed by examining the
scores composite reliability (CR) and the values were found above the
threshold of 0.70 (Bagozzi et al., 1991; Chin, 1998; Fornell & Larcker,
1981; Gefen et al., 2000; Hair et al., 2016). Table 1 presents the results
of the measurement model.
4.2. Discriminant validity
To ascertain the discriminant validity, Heterotrait-monotrait ratio of
the correlations (HTMT) method was used (Henseler, Ringle, &
Sarstedt, 2015). We used HTMT method because of recent criticism on
Fornell and Larcker (1981) criterion. It is suggested that if HTMT value
exceeds the value of 0.85L (Kline, 2005) or 0.90 (Gold, Malhotra, &
Segars, 2001), then the problem of discriminant validity occurs. Our
results presented in Table 2 suggested that all HTMT values met the
suggested criteria of 0.85 (Kline, 2005) (see Fig. 2).
Table 2
Measurement model.
Factor Items Loadings AVE CR Alpha
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4.3. Hypothesis testing
Following the guidelines suggested in PLS-SEM literature, the
second step was to test hypotheses and assess the significance of path
coefficients (Anderson & Gerbing, 1988; Henseler et al., 2009; Wah
et al., 2012). Bootstrapping procedure was followed with 5000 sub-
samples (Hair, Ringle, & Sarstedt, 2011) by using Smart PLS version
3.2.8 software (Ringle et al., 2015). Results of hypothesis testing are
summarized in Table 3. The H1 of the current study posits that there is a
positive relationship between GHRM and hotel environmental perfor-
mance. The results fully support this hypothesis (β = 0.272, t = 3.798,
p = 0.000) (Table 4).
H2 speculates that environmental concerns mediate the relationship
between GHRM and hotel environmental performance. To test the
mediation of environmental concerns in the relationship between
GHRM and hotel environmental performance, we followed re-
commendations suggested by Preacher and Hayes (2004) and indirect
effects for mediation were tested by performing bootstrapping. Results
were found statistically significant (β = 0.184, t = 4.592, p = 0.000),
therefore we support this hypothesis.
Similarly, H3 posits that environmental responsibility mediates the
relationship between GHRM and hotel environmental performance.
This hypothesis was also tested by following the recommendations of
Preacher and Hayes (2004). Indirect effects were tested by performing
the bootstrapping procedure. As expected, results were found statisti-
cally significant (β = 0.180, t = 4.334, p = 0.000), therefore we
support this hypothesis.
H4 posits that environmental concerns and environmental respon-
sibility sequentially mediate the relationship between GHRM and hotel
environmental performance. To test the sequential mediation of en-
vironmental concerns and environmental responsibility, again the re-
commendations suggested by Preacher and Hayes (2004) were fol-
lowed. Indirect effects were tested by performing bootstrapping. Results
in this regard were also found statistically significant (β = 0.101,
t = 3.843, p = 0.000), therefore the hypothesis is supported.
H5 posits that the relationship between GHRM and hotel environ-
mental performance will be stronger when employees become con-
cerned about the environment. To test the moderating effect of
Fig. 2. Structural model.
Table 3
Discriminant validity (HTMT ratio).




GHRM 0.715 0.794 0.75
Note: HTMT = Heterotrait-monotrait ratio of correlations.
Table 4
Path coefficients and significances.
Hypothesis Relationships Beta SE t Values p Values CIs Decision
2.50% 97.50%
1 GHRM - > EP 0.272 0.071 3.798 0.000 0.140 0.420 Supported
2 GHRM - > EC - > EP 0.184 0.040 4.592 0.000 0.112 0.271 Supported
3 GHRM - > ER - > EP 0.180 0.042 4.334 0.000 0.102 0.264 Supported
4 GHRM - > EC - > ER - > EP 0.101 0.027 3.843 0.000 0.055 0.159 Supported
5 GHRM × EC - > EP 0.047 0.024 1.999 0.046 0.001 0.094 Supported
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environmental concerns in the relationship between GHRM and hotel
environmental performance, we used the product indicator approach by
using PLS-SEM (Chin, Marcolin, & Newsted, 2003; Helm, Eggert, &
Garnefeld, 2010; Henseler & Chin, 2010). Results indicate that inter-
action term representing GHRM × EC was found significant
(β = 0.047, t = 1.999, p = 0.046). Therefore, the H5 is fully sup-
ported.
4.4. Strength of moderating effects
The strength of moderating effects was examined by comparing the
main model's R2 value with the R2 value of the full model comprised of
exogenous and moderating variables (Henseler & Fassott, 2010) by
using the following formula (Cohen, 1988; Henseler & Fassott, 2010).
=f model with the moderator R model and without moderator
R model with moderator
( 2) R2 2
1 2
According to the literature, the value of 0.02 is considered as weak,
0.15 as moderate, and 0.35 as strong moderation effect sizes (Cohen,
1988; Henseler & Fassott, 2010). Table 6 shows the moderating effect
size. The results suggested that the effect size obtained was small
(0.020) (Henseler, Wilson, Götz, & Hautvast, 2007; Wilden, Gudergan,
Nielsen, & Lings, 2013). Academic research suggests that a small effect
size does not mean that the moderating effect is insignificant (Chin
et al., 2003). “Even a small interaction effect can be meaningful under
extreme moderating conditions, if the resulting beta changes are
meaningful, then it is important to take these conditions into account”
(Chin et al., 2003, p. 221).
4.5. Explanatory power of the model
The coefficient of determination or R2 was examined to determine
the explanatory power of the model. R2 was computed by using the PLS
algorithm in Smart PLS software and all values were above the sug-
gested threshold of 0.10 (Falk & Miller, 1992). As Table 5 shows, the R2
value of environmental concern was 0.446, environmental performance
0.746 and environmental responsibility 0.545.
4.6. Predictive power of the model
Since scholars (Shmueli et al., 2016; 2019) proposed a new eva-
luation procedure that is designed specifically for PLS-SEM's prediction-
oriented nature (Shmueli et al., 2016). Thus following this, we have
extend the analysis further by including a predictive relevance analysis
with PLS-Predict as suggested by Shmueli et al. (2016; 2019); who
suggested PLSpredict, a holdout sample-based procedure that generates
case-level predictions on an item or a construct level using the PLS-
Predict with a 10-fold procedure to check for predictive relevance.
Shmueli et al. (2019) suggested to first check the latent variable Q2 and
if that is greater than 0, then asses the items. If all the item differences
(PLS-LM) were lower than there is strong predictive power, if all are
higher than predictive relevance is not confirmed while if the majority
is lower than there is moderate predictive power and if minority then
there is low predictive power. The Q2 for the latent variable Environ-
mental Performance was 0.548 and it was greater than 0, indicating
good predictive relevance at the construct level. Next, based on Table 7,
all the item level Q2 were greater than 0, and all the item level errors of
the PLS model were lower than the LM model thus we can conclude that
our model has a strong predictive power based on Shmueli et al. (2019).
5. Discussion
To the best of authors’ knowledge, this study is one of the initial
attempts to investigate the link between GHRM and environmental
performance by suggesting GHRM practices as a new avenue for im-
proving environmental performance in the hotel industry. Our study
contributed to the literature by extending previous research on HRM
and environmental management by exploring the effect of GHRM on
environmental performance under the theoretical framework of OCBE
theory in the hotel industry. Second, the current study contributed to
the investigation of whether environmental concerns mediate the re-
lationship between GHRM and hotel environment. Third, this study
contributed to the exploration of whether environmental responsibility
mediates the relationship between GHRM and hotel environmental
performance. Fourth, this research contributed to the exploration of
whether environmental concerns and environmental responsibility se-
quentially mediate the relationship between GHRM and environmental
performance. Fifth, present research investigated whether the re-
lationship between GHRM and environmental performance is moder-
ated by environmental concerns.
Consistent with our expectations, the results revealed that GHRM
positively influenced hotels' environmental performance. This finding
strengthens the argument suggesting that hotel environmental perfor-
mance can be enhanced by influencing the behavior and attitude of
employees. These findings are in line with previous studies (Gilal et al.,
2019; Judge & Douglas, 1998; Kim et al., 2019; López-Gamero, Molina-
Azorín, & Claver-Cortés, 2009; Melnyk et al., 2003) suggested that
GHRM helps in motivating employees to preserve the environment and
engage in environment friendly activities. Thus, the results confirm that
employees' engagement in environment friendly activities enhances
environmental performance.
Similarly, our results reveal that GHRM enhances employees' en-
vironmental concerns, which in turn improves environmental perfor-
mance. Simply, employees’ environmental concerns mediate the link
between GHRM and environmental performance. This finding in con-
sonance with previous studies by (Tseng et al., 2013; Cincera &
Kraihanzi, 2013; Cherian & Jacob, 2012) which suggested that the role
of GHRM is key to provoke environmental concerns among employees
and that concerns regarding environment contributes to employees'
extra-role behavior and motivate them to adopt green behavior and




RMSE MAE RMSE MAE RMSE MAE Q2_predict
EP1 0.803 0.559 0.804 0.578 −0.001 −0.019 0.399
EP2 0.826 0.558 0.829 0.578 −0.003 −0.020 0.378
EP3 1.025 0.745 1.065 0.783 −0.040 −0.038 0.133
EP4 0.959 0.704 1.001 0.733 −0.042 −0.029 0.215
EP5 0.860 0.619 0.910 0.673 −0.050 −0.054 0.211
EP6 0.740 0.470 0.757 0.527 −0.017 −0.057 0.521
EP7 0.832 0.570 0.869 0.665 −0.037 −0.095 0.443
Table 5
Strength of moderating effects.
Variable R2 F2 Effect Size
Included Excluded
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et al., 2019).
In a similar vein, our findings suggest that GHRM makes employees
more responsible towards the environment, which in turn enhances the
environmental performance of the organization. It suggests that em-
ployee's environmental responsibility mediates the relationship be-
tween GHRM and environmental performance. This finding is also
consistent with previous studies (Batista da Silva et al., 2019;
Kjaerheim, 2005; Poduska et al., 1992; Reilly, 1992; Saeed et al., 2019;
Stanwick & Stanwick, 1998) which suggested that GHRM enable em-
ployees to realize their responsibilities towards the environment and
encourage them to adopt environment-friendly behavior to make the
environment less vulnerable.
Likewise, the results of the current study indicated that GHRM
provokes environmental concerns of employees and encourages them to
behave responsibly towards the environment, which eventually en-
abling them to contribute to healthy environmental performance of the
organization. In other words, environmental concerns and environ-
mental responsibility sequentially mediates the relationship between
GHRM and environmental performance. These results are consistent
with previous research by (Saeed et al., 2019; Tseng et al., 2013; Said
et al., 2003) which suggested that GHRM practices raise concerns
among employees regarding the natural environment and make them
realize about their environmental responsibilities, in this way they
become motivate and put their efforts by contributing their extra-role
behavior to enhance environmental performance.
Finally, the results of this study suggest that the effect of GHRM on
environmental performance will be stronger when employees are more
concerned about the environment. It suggests that environmental con-
cerns moderate the relationship between GHRM and environmental
performance. This finding supports the results of previous studies (Gilal
et al., 2019; Han et al., 2019; Yen et al., 2013) which showed that
environmental concerns strengthen the link between GHRM and en-
vironmental performance.
6. Theoretical implications
The findings of this research make important contributions to the
literature of HRM and environmental management in many ways. First,
on the basis of the theory of OCBE, the findings of this study reveal the
relationship between GHRM and environmental performance. In this
way, the current study contributes to broadening the concept of OCBE
and suggests that the environmental performance of hotels can be im-
proved through greening the HRM. Second, although the environmental
concern is regarded as a requisite of pro-environmental behavior (Han
et al., 2019), yet to best of our knowledge, no efforts have been made to
studying the mediating effect of employees’ environmental concerns in
the relationship between GHRM and environmental performance. Thus,
this research contributes by linking GHRM to environmental perfor-
mance through the mediation of employees' environmental concerns in
the context of the hotel industry. Specifically, this study shows that
when employees become concerned about the environment, they are
likely to adopt green behavior and contribute to protect the natural
environment and achieve environmental performance. Third, a number
of studies suggested a link between environmental responsibility and
environmental performance (Poduska et al., 1992; Reilly, 1992;
Stanwick & Stanwick, 1998) but yet to our knowledge, no efforts have
been made to investigating the mediating role of environmental re-
sponsibility in relationship between GHRM and environmental perfor-
mance. Therefore, our research contributes by linking GHRM and en-
vironmental performance through the mediation of environmental
responsibility in the context of hotel industry. It shows that, by having a
sense of responsibility towards the environment, employees contribute
to enhance environmental performance. Fourth, to better understand
the role of GHRM to enhance environmental performance, the serial
mediation of environmental concerns and environmental responsibility
was examined. Our research showed the importance of environmental
concerns and environmental responsibility and how these both matter
in enhancing the environmental performance of hotels. Finally, to un-
derstand how the link between GHRM and environmental performance
can further strengthen, we examined the moderation of environmental
concerns. Our study showed the significance of environmental concerns
and how important these are in enhancing hotel environmental per-
formance. Furthermore, we contributed to extending the literature of
HRM and environmental management by providing a comprehensive
overview of the influence of environmental concerns and environ-
mental responsibility in promoting hotel environmental performance.
Particularly, with regards to hospitality and tourism literature, Becherel
and Cooper (2002) encouraged policy developments in HRM to en-
hance image of tourism sector as positive work environment and help to
improve working conditions. We believe that GHRM with its focus on
environmental progression is the only way forward.
Additionally, we find it interesting that Pham et al. (2019) very
recently investigated GHRM and environmental performance with a
sample from hotels in Vietnam. However, they measured GHRM with
green training, green performance management and green employee
involvement and recommended to use of a more comprehensive mea-
sures of GHRM drawing from (Penwick et al., 2013). We therefore as-
sume that the current study has responded to this limitation by
adopting a more comprehensive measure of GHRM. Additionally, cur-
rent study also addresses another other recommendation of Pham et al.
(2019) by providing evidence from the developing country's context (i.e
Pakistan); this evidence also corresponds to what Yong et al. (2019) and
Yusoff et al. (2018) desired in their future direction. We therefore,
conclude that GHRM is a right predictor or environmental performance
in the hospitality and tourism sector in the developing countries.
Moreover, Kim et al. (2019) examined direct link between GHRM and
environmental performance in the hostel context however because their
sample was drawn upon cross-sectional design they recommended a
further investigation based upon a more robust design. Therefore, using
longitudinal design current study has helped managers and decision
makers in reducing their uncertainly related to empirical data.
7. Practical implications
Valuable managerial implications can be drawn from the present
study. First, the current study suggests that in order to cope with en-
vironmental issues, the hotels should practice and promote green be-
haviors across their operational line. This will potentially give arousal
to a sense of pride to employees in viewing how their organization plays
its role in protecting the environment. Based on the findings, it may also
enhance employee commitment and may likely increase financial per-
formance. Therefore, hotels are encouraged to practice GHRM if they
wish to achieve their green objectives. Second, this study suggests that
hotels and tourism companies should hire new talent with a passion to
preserve the environment and promote green values. Therefore, man-
agers, in the hospitality and tourism sector, are encouraged to devise
their recruitment policies accordingly to recruit passionate employees
in order to achieve environmental sustainability. Third, current study
illustrates that employees’ in the hospitality and tourism sector will
only be able to change their behavior towards greening the workplace
when they possess a right attitude towards environment; having higher
level of environmental concern. Hence, we suggest that promoting
environmental concern would enable managers in this sector to get the
desired results. Fourth, we suggest that policy makers in the hospitality
and tourism sector shall enhance person of this sector as a positive work
environment by focusing and employing GHRM practices (Becherel &
Cooper, 2002). Lastly, we suggest that hotels shall integrate green
practices and motivate their employees to be contribute towards green
management system (Gohar et al. (2019).
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8. Limitations and scope for future research
Despite notable contributions, the present research has some im-
portant limitations. According to Bloom and Reenen (2010), manage-
ment practices varies across organizations, sectors and countries.
Viewing the present study in light of this argument, it can be possibly
inferred that GHRM practices will also vary across the organizations,
sectors and countries as well as developing and developed economies.
Henceforth, the findings of the present study pose limited general-
izability since it focused on one particular industry (i.e., hotel industry)
in a single geographical location (i.e., Pakistan). Future research thus
may consider validating the findings of the current study across dif-
ferent sectors and cultural settings. Furthermore, comparing the find-
ings across developing and developed countries is another potential
avenue for scholars enthusiastic about the topic. Accordingly, current
study tested the serial mediation model by linking GHRM to environ-
mental performance through the mediations of environmental concerns
and environmental responsibility. The explanatory power of the current
research model may be improved by testing theoretical mediators (i.e.,
competence, organizational citizenship behavior and satisfaction of
employees' autonomy) and moderators (i.e., life goals, individual's en-
vironmental responsibility).
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